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Major General Morgan: 1 think 1it’s important,
as we start to take a look at the Marine Corps
program, to understand specifically that we
are a part of the Department of the Navy and
that our programming effort derives from that
fact.

I was was captured by one point that was
made in the previous presentation regarding
the Army process--that it is very difficult to
come to grips with the disconnects between the
four-star levels in making decisions. We don’t
have that problem in the Marine Corps. We've
captured all two of our four-stars right at
the Navy Annex, so it's a 1little bit easier
for us. But we do have disconnects on occasion
between the Marine Corps and the Navy at that
level, and part of my responsibility is to
minimize that as we work the program and as we
attempt to work those things that are of
mutual interest between the Navy and the
Marine Corps.

Today, though, we’re going to talk pri-
marily about how we organize our PPBS process,
and, more specifically, how we do programming
within the Marine Corps. Having said that,
we're going to deal today with what we call
the "green dollar" effort, that 18, our por-
tion, the Marine Corps' portion of the De-
partment of the Navy TOA that we use for pro-
gramming on the Marine Corps side. That was
captured last night in that panel discussion
with the percentages that were articulated for
the distribution of TOA within the Department
of Defense. 1 think it was 47 percent for the
Alr Force, and 29 percent for the Department
of the Navy, and 24 percent for the Department
of the Army. I’m not going to tell you what
our percentage is, but 1'd be pleased to have
Tom Carney’s portion (Army) any time. In de-
veloping our program, we have three decision
levels. We’ll call them committees. We have a
POM working group, a POM coordinating group,
and a Chief of Staff’s committee, and they'll
be explained to you. I'm going to ask Lt. Col.
Robert Larkin to come up and walk you through
this briefing and explain our process of how
we do things. I’11 pick it up at the end and
talk to the process as an overview and answer
any of your questions.
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Lieutenant Colonel Robert L. Larkin: This 1is
the outline that I will follow this afternoon:
1’11 touch briefly upon the role of planning
in developing the program. I'll then show how
the Marine Corps is organized for POM devel-
opment and the various guidance formats that
we use in that development. And then I will
take you through the actual POM development
process that we use at Headquarters, Marine
Corps. {[SLIDE 1]
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As General Morgan said earlier, there is
one thing we must make clear right up front. 1
speak to a lot of Marines when I go out to the
field who really don't understand this. There
are three "POM submissions™ that we make at
Headquarters, Marine Corps. ({SLIDE 2] One of
them is a "green dollar™ POM, the one with
which I work. Not only does it include all of
the green dollar Marine Corps appropriations
but we also have programming responsibility
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for the Military Construction, Navy (MCON)
funding that has to do with Marines and the
Family Housing Management Account, Navy, which
is allocated for use by the Marine Corps. We
have programming responsibility for the por-
tions of those two accounts that apply to the
Marine Corps. And, of course, there 1is the
"blue dollar™ POM. Deputy Chief of Staff for
Research, Development, and Studies has the
RDT&E portion, which 1is blue dollar (Navy)
funds. He 1s allocated a certain amount of
those funds, and he develops the research and
development program that supports green dollar
programs. He also plays in the arena of RDT&E
as it applies to blue dollars and blue-dollar-
funded programs. But he does build a separate
submission for Marine Corps programs, RDT&E.
Of course, the aviation portion of the Marine
Corps comes under blue dollar programming, and
the Deputy Chief of Staff for Aviation plays
very closely with the Navy in that arena.

As every service does, we have our dia-
gram that shows how planning starts off
everything as we analyze the threat and work
it into the strategy as shown in the Defense
Guidance. |[SLIDE 3 & 4] We 1loop these two
together, the plans and the requirements,
through what we call the Marine Corps Mid-
Range Objective Plan, the MMROP. [SLIDE 5]

In the past, this plan was totally un-
constrained fiscally., It had really 1little
relationship with programming and was very
difficult to translate into the POM, In the
last two years, we have taken steps to bring
programmers more into the writing of that
particular document, and they now work very
closely with the planners. We now have a
separate chapter within that document that
takes the mid-range plans and translates them
into programming objectives so that the pro-
grammers have a base document directly from
the planners that they can use as they develop
the Marine Corps program,

Of course, as those requirements are
being developed, we have the requirements
section of Requirements and Programs validate
them and pass them on to me and to the POM
development committees, who then begin work omn
building the program.

The program then flows into the budget
and eventually into funding and, finally,
execution. The Fiscal Director of the Marine
Corps picks it up as it becomes a budget, and
we, the programmers, follow that budget
through the POM coordination branch within
Requirements and Programs. We track any
actions that take place on that budget so that
we get feedback as we move on to the [ ..lowing
POM. [SLIDE 6] In a very simplified format,
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not only are we a 1link but we say that
programming is actually a bridge between the
planning and the budgeting. Our people are
closely involved, as we do work directly with
the planners in developing objectives for the
programmers. Then we follow that program as it
goes into the budget.

This {8 our version of the slide that
everybody has shown--one usually with a lot of
months up at the top to show the various
actions that take place as we prepare to show
the various impacts that we face as pro-
grammers. [SLIDE 7] As we go into building
POM 85, we point out that the '83 budget ex-
ecution is still in doubt. Of course, no one
knows exactly how it will come out, but it
will definitely have some impact upon POM 85.

The 0SD review and budget '84 are still
undergoing review. We are beginning to build
POM 85 at this particular time. The POM com-
mittees have already started to work on it. We
actually began work back in July.

These are the references—--the principal
references--that we use at Headquarters,
Marine Corps. [SLIDE 8] We have a manual for
programming and planning which delineates the
broad responsibilities of the various Deputy
Chiefs of Staff and their sections. Ic tells
them exactly what they must do and how w work
together. A very simple document, it's been
updated just recently.

Our primary directives for POM develop~
ment are POM serials. These provide the de-
tailed guidance, direction, and schedule for
building the entire program. We bring the
various aspects of the program before POM
development committees in the form of
briefings to cover the various steps that we
take as we move forward to final POM sub-
mission in May.

As T pointed out, POM guidance comes 1in
several forms for the Marine Corps. In August
of every year, we have a general officers'
symposium, where all of our general officers
gather at the Headquarters, and 1ideas are
exchanged. [SLIDE 9] They are briefed on the
previous POM submission and on the current
status of the program as it 1is going through
the review process. General Morgan then passes
to me any guidance for the POM development
committees.

CMC guidance 1is published in POM serial
85-1 and is the Commandant's official guidance
which outlines the general direction that
he would 1like us to take 1in the POM. It
also provides procedural direction for POM
development.
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Of course, Secretary of the Navy guidance Slide 9

comes out periodically during POM development, e
and the Defense Guidance is published shortly
after the first of the year and gives us
further direction and guidance. POM serials POM GUIDANCE
are written memoranda for the Chief of Staff's
committee. {SLIDE 10] ®

The first one is the Commandant's guid-
ance. We draft that in R&P, staff it out to
the various members of the Chief of Staff's
committees for comment, and formulate the
general direction of the Marine Corps for the
development of the program. Then, the serial
is issued over the Commandant's signature. We
generally deal directly with programming © DEPENGE QUIDANCE
matters on the green dollar side. However, it
does address possible issues that will need to
be developed within the POM cycle. These could
range anywhere from the green dollar program \_

©® SECNAV GUIDANCE

to impacts on the Department of the Navy over
all. POM development methodology, the basic
schedule of how we will do our program and how Slide 10

we want to articulate that program, are also ~
spelled out 1in general terms that allow the
various Deputy Chiefs of Staff to begin work
on their portion of the POM.
POM SERIALS
Another serial that comes out is the
manpower structure initiatives call. As was
pointed out earlier in the Army brief, the

®  MEMORANDA COMMITTEE
structure that we will be building toward in for e o

POM 85 has a tremendous impact on the total . CMC GUIDANCE
affordability issue of the POM. The structure

drives the principal end items that we have to - FOM DEVELOMAENT METHODOLOGY
buy, the amount of the ammunition that we have TS T (e
to buy, and determines how we allocate our re-

sources. We try to formulate that very early <PMC & OLMMC INMATIVES

in the POM process. Other serials, for Pro-
curement, Marine Corps, and Operation and
Maintenance, Marine Corps, initiatives calls,
go out to the Headquarters staff for input to \_

- ADMINISTRATIVE  INSTRUCTIONS

the POM development committees. We then finish
up with the POM serials containing adminis-

trative instructions in order to bring the Slide 11
information into the overall POM submission. f
Here are some examples of those POM seri- POM SERIALS

als I mentioned. [SLIDE 11] Three of them

have already been written at this stage, and 54 GHIC WL GINEANES & PROGRAL MEVNAIMRN N

the next one that will come out will be the 2 FOM 00 MSHON AREA DECRIPTIONS
procurement call. We're going to get that out et
in November, which will give the sponsors an CIVILAN MANPOWER PROGRAM - FIELD WNPUY
adequate amount of time to take a 1look at ObM RELD ACTVITIES INPUT

their current program, take a look at the new CIVILAN MANPOWER PROGRAM - HOMC INPUT
initiatives that they want to get in for sub- ObM HOMC STAFF SUBSMISSION

mission in a timely fashion (shortly after the RESERVE PROGRAM DEVELOPMENT

first of the year) so that we can begin PROCUREMENT PROGRAM

building that program. We go out to the field, POM PREPARATION INSTRUCTIONS

as far as operations and maintenance are con- FYDP UPDATE

cerned, to get to the field commanders, to APPROPMATION CONTROLS

review what their needs are. Then, that input
is brought back to the Headquarters to develop
a basic program for the Marine Corps. \
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We also look at civilian manpower pro-
grams, both from the field and from the Head-
quarters, Marine Corps staff. Reserve program
structure is dealt with in the basic manpower
development program, which 1s 85-3; however,
there are additional reserve programs that
come in separately under another call. And
then, as 1 mentioned, we finish up with the
last three items up there. The POM preparation
instructions go out under a POM serial, FYDP
update instructiona follow, and then finally
the appropriations controls.

General Morgan mentioned three committeea
that develop the POM. The Marine Corps has a
very streamlined structure for POM develop-
ment. We begin with the POM working group, of
which I am the chairman. ([SLIDE 12} It con-
sists of majors and lieutenant colonels at the
Headquarters, who represent the members of the
Chief of Staff’s committee. It is our job to
take a look at the current program, and we do
that to see what changes have taken place
since the last POM cycle. We look to identify
any deficiencies, prioritize programs, iden-
tify issues that have to be addressed by the
various POM coumittees, and then develop al-
ternative programs. We take a look at the
total costing of the Marine Corps program and,
finally, recommend a balanced program for
consideration by the next committee, which is
the POM coordinating group made up of one- and
two-star generals at Headquarters, again rep-
resenting the Chief of Staff's committee and
chaired by Major General Morgan.

Now, they don’t just get the final pro-
gram. At various times during POM development
i{f we have a problem at the POM working group
level where we cannot reaolve an iasue, or if
we have a major program that must have aome
decision made on it before we can move for-
ward, we can refer that program directly to
the POM coordinating group for consideration
and further guidance. Either they give ua a
decision on 1t or they refer it up to the
Chief of Staff’s committee, or they send it
back down to us to develop other alternatives.

Finally, when the program has been ap-
proved for submiasion to the Chief of Staff's
committee, the program 1is preaented to that
committee, which is chaired by the Asalatant
Commandant.

When that program is finally approved at
that level, it is presented to the Commandant
of the Marine Corps, who then sits with the
Chief of Staff’s committee for a final review.
He takes a look at the program and, if he has
any questions, he resolves them at that point.
He then asks the Chief of Staff'a committee
for any further input that they might have,
any sort of late-breaking considerationa that
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might not have been addressed thus far in POM
development which they would like to bring up.

That seems to occur every year. Someone
alvays has something that didn't get in and
that ie brought up at that particular time and
decided, of course, immediately.

Once the Commandant has approved the
program, we go back and begin the paper work
for submission of the POM to the Department of
the Navy. We may be developing what we call
the Marine Corps POM, but it is really a part
of the DON POM. We put it together--all the
paper work with all the figures, all the num-
bers--and it goea to the Department of the
Navy. They do not change any of it; it is
aimply integrated into the overall DON POM
submission.

Theae are the members of the Chief of
Staff’s committee. ([SLIDE 13]) At the present
time, the Director of Intelligence and the Di-
rector of Command, Control, Communications,
and Computer Systems, C4, are the same person.
One interesting item, the commanding general
of the Marine Corps Development and Education
Command, although not a formal member of the
Chief of Staff's committee, does sit on occa-
sion as an assoclate member of that committee.
He 1s a three-star general from Quantico and,
becauae of his involvement in the development
side of many programs, he sits on that com-
mittee aa needed. Now, of those total members
of the committee only eight actually will be
involved in submitting or sponsoring programs.
Those are: manpower; aviation; reserve af-
fairs; 1installations and logistics; plans,
policies, and operations; {intelligence; Cé;
and training. [SLIDE 14)}
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The DC/S for Aviation 1s also the sponsor
of the structure for the aviation combat ele-
ment for the Marine Corps. In that area he
takes a look at all of the TOs and the equip-
ment that make up the structure of that
portion of the Marine Corps.

The Deputy Chief of Staff for Instal-
lations and Logistics oversees the combat
service support element of Fleet Marine Force,
and the DC/S for Plans Policies and Operations
is the guardian of the ground combat element
of the Fleet Marine Force.

By tracking the expenditure of the
appropriations, the DC/S for Manpower watches
the Military Personnel, Marine Corps (MPMC)
appropriation. [SLIDE 15}

The DC/S, I&L, has both the procurement
and the operations and maintenance accounts.
The Deputy Chief of Staff, Reserve Affairs,
handles the two reserve accounts: both the O&M
and personnel accounts. You will note that the
Deputy Chief of Staff, I&L, maintains contact
with the Navy to oversee those portions of
the Navy accounts for which the Marine Corps
has programming responsibility: the military
construction and family housing accounts.

Now, this slide 1is rather busy, but this
is actually how we build a program. [SLIDE
16) Somewhere along the way, a person might
get lost. We have to use it periodically in
explaining POM development 8o that everybody
can get back on track, but I'll walk you
through it very slowly.

Obviously, we begin with the previous
POM, taking a look at it and analyzing it here
at Headquarters, Marine Corps. We actually
begin that in the July time frame, when my
committee sits down for about three days and
takes a studied look at what happened in the
previous POM--the methodology, what problems
we had, what we can do, whether we can start
sooner, or what changes we can possibly make
as we go into the development of the next POM.

We have a summer planning conference in
which we set up a schedule for the development
of the next POM. Of course, the 0SD review of
the current program 1is underway at this time.
We begin the process to move from the previous
POM to what we call a core or base program
which we describe as the absolute minimum
essential needs of the Marine Corps--the
things that we must have that we can't put up
on the margin.

From the building of a core program we

move to adding different items to arrive at
the actual Marine Corps submit. Now, the first
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things that we work on, as I mentioned ear-
lier, are structure initiatives and building
the manpower program. We have a POM call that
goes out and calls for those structure ini-
tiatives. We take a look at those different
initiatives, work up a program, and then look
at the manning that will go against that and
place that in the core.

We also take a look at the current ca-
pability procurement review. These are equip-
ment items we have that were approved in pre-
vious budget years of previous POMs. We review
those to see if they've experienced any growth
or changes, and we update them for submission
in the next POM. If there is any growth or any
changes to those programs, we might put those
particular changes that we cannot accommodate
on the margin, to be prioritized for con-
sideration sometime later, after the core has
been built.

Initiatives, of course--both acquisition
initiatives and O&M initiatives--are entered
into the prioritization process. As I said
earlier, we do go out to the field for input
on the operations and maintenance program.
When we get that back, a portion of that is
put into the core as we move forward to
develop the program.

A key element here, which we began about
two years ago by looking at about 10 to 15
programs 1in the first year and last year
roughly around 50 and which will be expanded a
little bit more this year, is the review by
the Fiscal Director of the Marine Corps. He
gets involved in the o velopment of the pro-
gram before it is submitted. He’s presently
working up a schedule to work with the POM

development committees. He will actually hold
hearings on the various programs, looking over
all the appropriations to check for execut-
ability of those particular programs before
they can be submitted for final consideration
by the Chief of Staff's committee.

And, of course, once those have all been
approved and we've set up everything, we hope
to get a rather large, fair share of the blue-
green split from Captain Walsh (who 1is now
laughing). 1 won’t mention percentages, but it
should be good. We give a special image to the
Navy; so they should give us a good share of
the TOA, and then we can get all the programs
that we need.

Now, to take a look at the individual
development of the manpower program: Again, we
use the POM B84-88 base, the previous POM, and
CMC guidance does mention where we want to go
with the structure. [SLIDE 17]) As was men~-
tioned previously in the service brief by the
Alr PForce, offsets are positively required
here. We don’t want a structure that just
keeps growing. If you want to submit new ini-
tiatives, you have to try to show offsets. We
want to take a look at the old problems and
the new, and we try to keep it a very dis-
ciplined process. The structure call was POM
serial 85-3; it provides the basic guidelines
for the development of the program.

Slide 17
( )

MANPOWER PROGRAM DEVELOPMENT

PRELIMINARY DEVELOPMENT FINAL DEVELOPMENT
oct L vec /ren MY

(4}
ESTIRATE
ANIEVARILITY

PRIORITIZATION
IniTiATIVES

LT

L]
ATTAINABILITY

van

\ J

When we get all those initiatives in, we
prioritize them. We use Decisions and Designs,
Inc., who will be speaking to you next about
one of their decision techniques to develop a
prioritization of the initiatives.

We then build an 1initial structure for
congideration by the POM committees. A
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training assessment takes place at this par-
ticular time. The Deputy Chief of Staff for
Training gets a copy of the initiatives, and
he determines what the training impact 1is. You
can't add a new type of weapon and just put
the structure in the core if you haven't set
aside, maybe, .10 percent for training and
overhead. You have to pay the tax for the
training of those people. That is looked at
before that initiative 1is accepted for
prioritization.

Manpower produces a rough initial
estimate as to whether we can achieve the
grades and skills required [If we can't, we
have to go back and determine whether the
timing 1is wrong--or maybe the whole initiative
is wrong.]) We then recommend that structure
for consideration in the POM.

As soon as we get a total Marine Corps
structure for consideration, it goes to the
DC/S for Installations and Logistics, where
they cost out the additional requirements for
amunition, principal end items, military con-
struction, and maybe some family housing or
other additional costs.

The DC/S for manpower then goes on to a
further look at both the attainability of the
manpower to support that structure; of course,
they cost out how much that additional manning
will be. Once we get all of that information,
it is submitted for consideration in the POM.

A portion or all of it may be put into
the core program. For Procurement Marine
Corps, we have what we call the Material Man-
agement Programming Model, the MMPM, a com-"
puter model that has all of the equipment
programs for which the Marine Corps currently
spends funds. [SLIDE 18] The MMPM is
monitored by various sponsors and is updated
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periodicslly. We're running it right now, and
the sponsors sre reviewing it. They take a
look at programs thst were approved in
previous POMs to see whether the funding
profile that's 1in there 13 current, whether
there are any changes in the requirements for
that program. And they update {t so that we
will have a base of what the current
capability equipment costs the Marine Corps.
That 1includes both the equipment to support
the active and reserve forces aund pre-
positioned war reserve levels. The model 1is
sensitive enough to producc several funding
levels of principal end items so that we can
look at how much we want to put into core snd
how much we csn possibly build to, depending
upon what our TOA is.

A POM serial then goes out to tell the
sponsors to submit new procuremnent {initis-
tives. They are reviewed at our Headquarters
by the Deputy Chief of Staff for Research,
Development, snd Studies (RD&S), who deter-
mines whether they are coming on line properly
and are ready for procur:ment.

They sre reviewed by the Deputy Chief of
Staff for Instsllations and Logistics to de-
termine the logistics supportsbility of those
particular initiatives. Finally, they are
submitted to R&P, where we validate the re-
quirement, and the 1initiative 1s then for-
warded to me for consideration in POM
development.

If any of the initiatives have a manpower
tail or other problems with 1it, they are
submitted via the Deputy Chief of Staff for

Manpower or the Deputy Chief of Staff for
Training to determine whether they have
any training 1impacts. They are completely

checked out before they arrive at my desk for
consideration by the POM committees.

O&M 18 essentially the same. [SLIDE 19}
We go out with s field call, and we also have
to keep the Headquarters functioning. So, the
various agencies at the Headquarters also sub-
mit initiatives in the operation and mainte-
nance area. These are all submitted directly
to the Deputy Chief of Staff for Installations
and Logistics, who builds a core program which
keeps the Marine Corps functioning at the cur-
rent level. He then builds increments above
that particular level. Anything that's new and
anything with growth above what we're do’ng in
the current year is put into thst incremental
1ist and looked at by the Chief of Staff's
committee, to determine whether we want to
pick that up in POM 85. Again, it is reviewed
by all of the POM committees.

When we have all of these programs snd
all initiatives have been submitted, this is



the way we begin to build the core program.
[SLIDE 20] Manpower structure has been
costed. If it 1is satisfactory and executable,
we load it into the core. If there’s a problem
on the cost of it or some doubt whether a por-
tion of it--any new portion of {t——might not
be as important as some other program, we put
it up on the margin for later consideration.
The basic reserve program is loaded into the
core. Guidance items of ammunition, principal
end items, any directed programs, a basic
military construction program, family housing
program, Marine Corps stock fund--all these
are put into the core level. An O&M program
that will keep us at the current level is put
into the core program.

Everything else 1in procurement--milcon,
family housing, and all new initiatives—go
into what we call a Program Decision Package
Component List or PDPCL. New {initiatives,
sustainability packages on ammunition, or
principal end items above the core are put up
in the PDPCL. We build on family housing in
the same manner, and, of course, OSM packages
are here. In POM 84 we had 150 programs above
the core.

Then we all sit down and pray that, when
we do the blue-green split, the line will come
in significantly above the core level to allow
funding of the programs in the PDPCL. Last
year, unlike some years, it came out right at
core level. Back in POM 81, the line came out
below core level, which made for an inter-
esting procedure. If it’s just slightly above,
that's the =ay I would prefer it because it's
simple for me to take care of a few extra
bucks, stick them in there, say goodnight, and
g0 on leave. But we hope it will be a little
bit higher this year.

Now, how do we do prioritization? I just
want to touch on this very briefly. I won't go
into the actual techniques because Dr. Peter-
son follows me. He will be discussing that. We
use mission areas, and I’m not going to go
into a 1long thing on mission-area analysis.
These mission areas have nothing to do with
the Department of Defense mission areas.
They’re not the same. Ours can change every
year. We publish a POM serial. We go to the
Deputy Chiefs of Staff and we say, "How would
you like to prioritize your program? What are
your needs?” And they create their own mission
areas--whatever number they want. One year we
had 26, then we went to about 38, and I
haven’t counted what it is this year. It was
38 last year; that included a lot of O&M.

As an example, C4 has three mission
areas: tactical C2, ADP data communications,
and tactical communications. [SLIDE 21] Cé&
lists and defines the mission areas. Then Cé
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taker the programs that he wants to put into
the Marine Corps POM, and puts them into those
various mission areas. He might have, for
instance, 20 programs in this area, maybe 10
here, and--let's say--10 in the other one. He
puts his programs underneath those sreas. All
of the sponsors do that.

As soon as they have all of their pro-
grams within those areas, we use--as I said--
DDI, who, with a representative from my shop,
meets with the individual sponsors. We meet
with the action officers from the sponsors
from each 1individual nmission area. We meet
with them sgseparately. Those action officers
prioritize those programs within esch mission
area. They tell us which ones they feel are
most Iimportant, down to which 1s the least
important as compared with those particular
programs within that mission area.

Next, the programs are weighted so that
we can get a better feel for their importance,
and we load them into our computer. We do the
same thing for the second mission area, and
the third mission area. We do it for all of
the mission arees.

Once we have them all prioritized and
weighted, we come back and meet with the
sponsor's evaluation group, a program eval-
uation group made up of colonels from that
.particular sponsor's shop. And we do the same
procedure with that group, only they have to
merge all of the mission areas belonging to
the sponsor so that we come out with a singlec,
prioritized 1list from each sponsor. Now we
have a single prioritized 1list trom each
sponsor, again using the exact same
methodology.

We then form what we call a program
evaluation group made up of officers from
headquarters who are honest brokers. They
cannot be from a sponsor. And we all know we
can go out and get a couple of honest brokers
if we can keep their names off any plece of
paper. We don't show their boss what they did,
and complete anonymity is promised.

This group 1s briefed on selected pro-
grams. We select several programs from each
sponsor's list. There may be 300 programs, and
we couldn't do them all. We select a high-,
medium-, or low-valued program from each
sponsor, and we brief the program evaluation
group on those psrticular programs so that
they become thoroughly knowledgeable. This
group of officers 1s selected from the Head-
quarters, Marine Corps staff. We pick an in-
fantry officer, armor or artillery officer,
communicator, someone with logistics back-
ground, manpower rep. They meet away from
Headquarters. We take them out to DDI, where

110

they have a room in which we lock them for an
entire day, and they prioritize those selected
programs--about 24 programs in all. They merge
them into a single list. And again they weight
them.

That 1list 1is loaded into our computer,
where every program has been assigned a
weight. We hit the 1little button, and out
comes a single 1list that provides a pri-
oritized 1list or a prioritized PDPCL. That 1is
then presented to the POM development com-
mittees beginning with the POM working group.
We show the 1list and which program came out
number one, which came out 1last--and that's
where the heartburn starts.

At that point, we determine whether there
are any 1nconsistencies, otr a program not
correctly wunderstood. That 1list, because we
start at the action officer level in putting
it together, holds pretty consistent. I'd say,
in the three years that I've worked this pro-
cedure, about 80 percent--85 percent--of that
1ist will stay. It does not move. In fact, the
programs that are down at the bottom of 1it, or
well below wherever the Fiscal Guidance comes
in, are actually gone. They don't even get
into the discussion. So, 1it's a pretty
accurate method with which to start.

However, there are changes. There are
changes at the POM working group, and we come
up with a program that 1includes these dif-
ferent items. That program is sent forward to
the POM coordinating group, where there may be
some more input. (Sometimes, as you get closer
to the fire, there is possibly more wisdom. I
don't know, I will assume there is.) And, as
it goes forward, there may be some changes. Of
course, it's also a time factor; as it goes
forward there may be something that will come
out. The Fiscal Director 1is conducting his
review at this point. We may find that a pro-
gram that was in there may have to be bounced
back out because it 1is not executable. And
then, eventually, by the time we get to the
Chief of Staff's committee, the changes to the
program are relatively few. We'll have {iden-
tified any heartburn 1issues that any sponsor
may have with any of the programs in this
procedure. Since we will know about them
before they get there, we'll be able to
discuss them {intelligently in front of the
Chief of Staff's committee.

This procedure can be used not only for
the procurement 1issues, but in the O&M area
too. We do use it in the manpower portion of
our program.

That's basically how we develop our pro-
gram and how the POM is put together as we
move from the September time frame into the



May time frame. Tomorrow the Navy--Captain
Walsh and Admiral Metcalf--will be talking
about the Navy POM. I want to point out that
there are three military departments. And
there are four services. I told Captain Walsh
that he might not have to do his brief to-
morrow since I recognize the fact that thus
far there have been only three services; so, I
assume 1it's all over today with our pre-
sentation. The points to keep in mind in the
writing of the guidance and in directions that
follow is that the terms “"department” and
"service” are sometimes mixed up. That really
impacta upon us because we can't figure out
whether you're talking directly to us or
you're talking to the Department of the Navy.
So, there 1is occasionally a disconnect 1in
addresaing problems when the term "department”
is used vice "service” and vice versa.

Major General Morgan: We've talked briefly
about the process we use. In view of the order
of magnitude of the total TOA, obviously, this
process works for us--and, we think, success-
fully. In no manner should it be perceived
that we have more or less knockdowns than any
other services in trying to come to grips with
the issues that are developed. The POM Coor-
dinating Group, which I head, is not too dis-
similar from the Program Development Review
Committee on the Navy side of the house. They
follow the same level of procedure to knock it
down and come to grips with balance in the
program and the hard issues before we have to
put it up there to the Chief of Staff's com-
mittee, which 1is the decision-making process
within the Marine Corps.

I would like to talk just briefly to some
of the things that we have run into in the
last two years. When I arrived back in Head-
quarters, to take over this particular func-
tion a year ago last summer, it was Christmas
time compared to when I left in '77. The
'81/'82 supplemental and amendment had oc-
curred, and '83 program was down, and I had
left here in a period in '77 when we were
trading endatrength to get one new start. So,
the order of magnitude of the process and
the problems that we are dealing with are
considerably changed.

We did a few things in the '83 POM and
budget development that we thought were es-
sential to the Marine Corps. We focused very
clearly on readiness and sustainability. We
believe that that's probably the most im-
portant part of our mission: to carry out
those tasks that we have. And, particularly in
the sustainability area, we put a large mea-
sure of PMC resources into ammunition. To
correct the deficiency that was of long
standing, we did a similar thing in '84.

Now, in doing that in '84, we wound up
vith a relatively significant problem that Bob
touched on. In order to meet the Defense
Guidance of '84 and to meet the sustainability
levela and readiness levels that were demanded
in that guidance, we wound up with about $40
million to use for new starts. We had cared
for our manpower programs, the readiness and
sustainability factors that were demanded in
the Defense Guidance, and those principal end
items that we had to procure and to continue
those programs that were 1in the previous
budget years. So, we had no new starts in '84.
In choosing the strategy for POM 84~-and, we
prefer to say, in answering the demands of
Defenae Guidance on sustainability and
readiness--we concentrated on readiness and
sustainability, and we attained the goals that
were demanded—-most specifically in the sus-
tainability of ammunition, which was the
largest outlay that we had to make to meet
those sustainability levels. Well, in the '83
budget on the Hill, we were marked at $170
million in our ammunition accounts. Now, that
may not seem like large numbers to the other
aervices, but to us that's $170 million out of
about $630 million that was in that particular
account. Subsequent to that, we went through
the '84 program deliberations and to the PDM
and, because the size of our strategic force
ia relatively limited in the Marine Corps, the
tax we paid for the strategic plus-ups bit
into our ammunition accounts, also. So, our
effort to meet the austainability guidance of
the Defense Department and the readiness
guidance has now got us down to some $300
million below where we started in '83, before
we get to Defense %Guidance for '85 and start
that program.

We can't do that again, and I say that
with John Tilson here, 8o that he understands
that we need some other type of focus that
accounts for the kinds of things that happen
on the Hill that give you a hard correction to
your program, and you do not have the flex-
ibility nor the latitude to deal with that and
get back in and meet the guidance unless the
guidance changes in the future.

Now 1 want to touch on one other area.
Ofttimes, we in the Marine Corps talk of the
fact that we have a relatively small portion
of the total TOA of the Defense Department,
and that is true. But it would be only fair to
say that we satellite on many of the Army pro-
grams in ground combat. We satellit: from a
lot of their R&D effcrts. We satellite in
terms of the contractual relationships there-
in. We satellite very heavily on the Navy R&D
effort, when it comes to aircraft. So, we
don't have a particularly straight picture in
all of that, and we benefit greatly from a lot
of the efforts that are ongoing in the Army
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and in the Navy in those R&D efforts and in
the acquisition profiles. 1 say that for a
reason.

Some of the problems that we have pro-
grammatically when we get down to budget sub-
mission are driven by cost factors that we de-
pended on many times from the Army. And a lot
of that derives in the ammunition accounts,
and the truck accounts, and when those factors
change, particularly in the end game, it dis-
rupts our program as that flows in to budget
review in the Department of the Defense. Un-
less there's some msgic that occurs--that
hasn't magically occurred historically--we can
lose considerable TOA in a relative sense to
the Marine Corps. We need to do a better job
in the Marine Corps, working with the Army on
the cost factors, to insure that we do not
lose that TOA. With that, let me close and
attempt to answer whatever questions you hsve.

DISCUSSION

Question: 1'd 1like you to comment on the
formal use of prioritization in the Marine
Corps PPBS. Why do you do that and how does it
help?

General Morgan: 1 belleve Colonel Town might
be able to answer this a 1little bit better
because I was elsewhere during the development
of the process. I would expect that the very
limited resources we had in developing the '84
budget were similar to what you had when we
started the process. When you're talking about
new starts and trying to make decisions across
the total TOA with a very limited TOA, we have
to make decisions between manpower cuts and
new starts. We didn't have a process to do
that. Manpower 18 fundamental with the Army
and the Marine Corps. It {s, without question,
our most important product; that's why you see
it going into the core first. When we have to
start trading manpower for sustainability or
readiness and new starts, we need a little
better process than just calling 1it off the
wall to do so. That's the best estimate I can
glve.

Colonel Town: I'd just 1like to say one thing.
In POM '8l we received our Fiscal Guidance
late and then attempted to comply with the
Consolidated Guidance. It was « big shock for
us when we came out about $500 million short,
trying to comply with Consolidated Guidance.
That were no new starts. Our POM went in sfter
an agonizing decrement process which we were
not set up to do. I don't know if you remember
our "10,000-man cut."” We were going to be able
to have a maximum of thirty days' sustain-
ability 1in all accounts and a very bare C2

112

readiness 1in our operation and maintenance
account. We found out that what we had was a
great POM process for making small changes and
trades and a wonderful process for adding
things. What we really didn't have was a pro-
cess of biting the bullet and making signifi-
cant decrements to the current program. So,
for POM '81, we sald, "Let's have some mission
areas and make our sponsors prioritize. Pri-
oritize not only what you want to add, but
what you've already got, and make tradeoffs.”

That was a critical step, and that's why
the mission areas were made 8o flexible.
Sometimes we had ten programs 1in a mission
area, and the next year those programs were
bought out, and a sponsor could say, "Gee, 1
can do a better job by combining a couple of
mission areas.”

We borrowed from the Army the idea of
having a “core” program. That core 1is the
smallest we can make it in order to have
flexibility to evaluate other programs.

General Morgan: The second part of that (and
I'm sorry but I missed the Army pitch this
morning) but not included in our briefing, 1is
that--and Bob touched on the models we use--
underlying those models are Marine Corps
scenarios that those models play against in
terms of developing ammunition expenditure
rates relative to our weaponry against a
threat force, etc.

Comment from the floor: 1'd also 1like to ad-
dress that. We started out very much 1in
parallel 1in our processing. It was persisted
in by the next speaker. If we could put off
that question about merging the priority 1list
until we hear that pitch, we can answer then.

Question: The first part of the process seems
to be the general officers' symposium. Can you
tell me what really comes out of that, and do
all the general officers play, and {is that
really the planning process, or how does that
tie in?

General Morgan: Certainly. Let me talk to that
because 1it's relatively important but should
not be taken out of context. The question is a
good one. As Bob sald, we have an annual gen-
eral officers' symposium. It takes place at
Headquarters, Marine Corps, at the end of
August. We did not design it to relate to
PPBS, but 1t does happen to occur at that
time. It affords me the opportunity to cover
the previous year's POM development and the
PDM process. It also permits me to bring all
of the general officers up to speed on the
budget and the actions on the Hill on that
year's budget. We're able to walk the general
officers from all over the Marine Corps very



carefully through program development, and 1if
the PDM ia down, the decisions that have been
made.

Generally, we have in attendance the two
Fleet Marine Force commanders plus the di-
vision and wing commanders and service support
group commanders of all of our bases and
stations around the Marine Corps. It’s a one-
week conference. The purpose of the conference
is for the Commandant to get together annually
vith his general officers to talk about the
total Marine Corps.

We generally structure that conference to
bring them up to speed on issues that we have
vith programming. We have half a day of
briefings and half a day of discussion groups
on issues that we think sie of importance to
the Marine Corps, including programming
issues. Few if any decisions come out of that
conference other than those that the Com-
nmandant feels compelled to make so that he can
give guidance to the force. Some of them have
programmatic impact. It should not be con-
sidered in any sense other than that. So,
there are programmatic decisions that fall out
of that, but it is. not a lead for the program
commencenent .

Question: Could you address how you play in
the Navy's program building process?

General Morgan: 1 can, but it may be fairer on
that one to address it mutually with Admiral
Metcalf tomorrow. 1 could give you a picture
from our aide, and I'd try do it in as bal-
anced a manner I can. But I'd rather field
that jointly with him, and certainly 1’11 give
you my views at that time--unconstrained.

Question: What role do the Marine Corps field
commands play in developing the core programs?

Gereral Morgan: The field commands do not par-
ticipate in putting their programs in the
core. The field commands participate only from
an aspect of the operations and maintenance
call. We derive from the field commands--there
are two FMF commanders--their deficiencies and
their requirements from their semiannual sit-
uation reports. So, the development of the FMF
requirements 1is done at Headquarters, Marine
Corps. Unlike the Army and the Air Force in
terms of the four-star commanders who carry
leverage to the table as programmers, our FMF
commanders do not carry that leverage nor
determine what 1is going to be in the
core——only in the O&M accounta.

Questiont 1 understand from the 1initial
briefing that the Department of the Navy

handles your aviation portion. Now, that’s not
in your core, but how do you transmit what
your aviation requirements are to the Depart-
ment of the Navy, and how does that compete
with the Navy's program--especially with
something like the AV-8, where you are the
single user of a particular type of aircraft?

General Morgan: You need to understand the air
combat element of the Marine Corps as Bob
touched on 1it. We try to divide the Marine
Corps 1into ground combat element, aviation
combat element, and combat service support. In
the aviation combat element, there are green
and blue programs; that is to say, our antiair
defense systems or Hawk systems are green-
dollar-funded. Now, let’s leave that aside.
The same thing applies to our air control
systems, which are green-dollar-funded. Our
Stinger missile systems, green-dollar-funded.
Aircraft and aviation-peculiar ordnance, POL,
etc., are blue-dollar-funded.

Question: How do you develop a requirement,
first of all, and then how does the process
work?

General Morgan: The requirement 1is developed
at Headquarters, Marine Corps, for initiatives
that we have for aviation programs or aviation
ordnance. A call is made by the program spon-
sor, which ia Op-05 on the OpNav staff. We
make our initiatives to Op-05, and they are
blended into the total development of the APN
plan by Op-05 and coordinated with 0p-90.

Now, how do they compete? They compete in
balance with all the other programs, and we
tough it out between ourselves and the OpNav
staff in the program end game as to what is
funded or not funded. It’s the aame kind of
tough fight that you have between the re-
spective TAC, MAC, and SAC commanders in terms
of who's getting their share of the pie.

Over time, T think, if you looked at the
Marine Corps' share of the APN plan, it would
rise and fall over the course of 20 years in a
relative sense with age of aircraft and pro-
curement profiles--as with the FA-18, where
we're going down the stream together. Or com-
pare it with the F-4. We retained the F-4 for
a longer period of time. Because we backed
avay from acquisition of the F-14 at the end
of the game and stayed with the F-4, that
portion of the APN plan went down.

We are in a position where our portion of
that plan is kind of on an upswing. We’ve got
both AV-8B and FA-18 coming into the force. If
you looked at it over an extended period of
time, you’d see our relative percentage of
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that portion coming out somewhere about
24 percent of the APN plan over time--over an
extended period of time--if you look at it
that way. It's a tough fight. I won't under-
estimate it; it's a dogfight annually.

Question: The only other comment is, "Do you
have a similar process to develop that initial
requirement that we saw here for the other

things that work only with the green dollars,
or is the devistion included in that procesa?”

General Morgan: Aviation 1is in our aviation
green~dollar programs, included in the process
you saw. Blue-dollar programs are not in thst
process, but are in the process in OpNav
in development of the APN plan. Any other
questions? Thank you very much. ;
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